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Suggestions are offered for oaking business and 
financial affairs of educational institutions nore personal and 
accountable to faculty^ students^ adninistrators^ and the community* 
Objectives are identified for business managers to: (1) devise more 
ways for stod^nt^ staffs and faculty participation in shaping the 
ccSllege 'culture and managing the orgaj^ization-; (2) provide better 
evaluation and aqcountability of efforts; (3) keep the institution 
relevant to the society that supports it; and (4) devise a built-in 
reward system for employees. Efforts df Central Washington State 
College in these areas are described* Internal programs initiated 
include a departmental evaluation between- business and academic 
staff ^ an intern program" for students^ and the use of time^ 
productivity logs to help individuals become accountable and' more 
effective in time management* it is concluded that business officer^ 
are in the most strategic place to help the institution become 
positive^ constructive^ and helpful* (LBH) 
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HERE ^ A TiMK ^h^n who work on the business 
side of college manage me nt ,\\ere eonccrned onl \ \Mth 
matiagmg monc\. cquipmynt and supplier. Our suc^essCN 
were measured jn terms of how w^ll we sdtistijd th.se m^ti- 
tunonal needs L'nfortunatek> jn our smgle-minded devo- 
tion tu these ends, ac ha\c-betn aecu^^d of running our 
organizations with more con^^rn fur machines and budgets 
than for people— and we have a real need to develop a 
new imase hi the TO's Whether we like it or not, our 
experiences with theMcadem^L community m the 60's are 
showing us to be woefullv inadequate \n m^ctrng human 
needs Unless the mstitutionaf management can better 
accommodate the needs and satisfy the interests of all par- 
ticipants, cspeciall)' those regular participants such as 
facultv, students, and administrators, higher education 
*ma) not be able to survive _ 

All organizations have two things in common an invti- 
tutional purpose — to make monev. for example, or to 
heal the 'sick, or educate the people, and a concomitant 
purpose — to satisf> the*human needs of those in the or- 
ganization. Jhese two goals are inseparable Performance 
and production are dircctlv affected bv the degree to which 
human needs are satfci>fied Moreover, performing w^ll is 
one of our human needs Our current dii^.nima on the 
■college campus is caused bv the noncongrUwHCc between-, 
the needs of the students. '^siatf. and facultv on the one 
hand, and the perceived objeelives and procedures of the 
institution on the other 

■>/rtrt*5 Basic iS'eeds 

The behavioral scientists tell us that man is constantly 
.searching for adequacy. Tlie> tell us aKo that men seek 
this adequacy b> identifying wjih other> who have needs 
similar to their^ This identiheation results in the forma- 
tion of informaKgroups and orgafii/atjons, as well as formal 
- ones. Such organi/atjons develop systems io increase the 
likelihood of meeting their needs Himilies arc, in a real 
sense, an organization and an institution I h^ church is 
an organization, of people vvith common and identifiable 
needs Our work organizations, including colleges and 
universities, must also provide rewarding relationships for 
the people who work in them because doing so is, again, 
one of the two main reasons for their existence 
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When an orgaViization sitisries menV need^v certain 
things characterize the membership thcv develop linaltv 
anli ^uppv^rt for the ^organization. thvV adopt its .stand^irdv, 
thev defend its svstenis, and thev hJp it to grow and be- 
come better^ 

Most f>f us are familiar W4th ( harlie Bfown\ baseball 
team - Perhaps vou recall th^. vequence in which 1 mus is 
plaving in the outfield ,ind savs. ''I don^t mind plaving 
right fic-ld I don't mind standing out here in weeds over 
mv head — re all v I don't. I mean, if this is where I can 
do the team the nunt ^ood, this is whc/e I belong The 
onlv thing that bothers me is. I don't know if I'm facing 
the right uav " ^ 

Here i^ an ^xample c»J the lovaltv and support we are * 
talking about. But how long will it last'tvithoijt direction? 
How long will n last if the organi'zation does not help him 
in his search for adequac)? He mUNt soniciiow know that 
he's helping '^(f^teani Our' team — his team 

The Siiiiation Today , 

In the past several') ears. I have failed to sec either the 
students or the facultv supportmg' the institution very 
vigorously ' Have the) bcenjcft standing out in right field? 
If thev have, their tenden<t) is to be much more cril'eal 
and unt rusting When the organization does not meet hu- 
mah needs, there will tx much complaining' withdrawal^ 
from the organization, apathv, frustration, hostility In 
severe eases, there will be attacks on the organization 
itself and attempts to tear it down It would be nice if the 
history of -unrest on college campuses could show that the 
unrest was isolated and restricted to radical groups, but 
the, prevailing accounts ot eampu^ unrest show that there 
has been much dis>atistaction and disUU.st among the rank 
'and file. The crcdibilitv gaps\iniong the students and 
the administration and facultv* seem to be ever present 
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and continue to grou wider on the campus (if not deeper) 
even though Student riot^ have subsided. 
. FtoTTNjff-campub wc also getting continuous de- 
mand$ to o^uuic liiure'acco'untablc about how we arc 
spcndincMmone> and how we propose to spend it — how we 
, justify requests. This rcqiiires that we join ^^ith students, 
facuhj. board members and citizen support groups to 
thinic through more carefull>' what the institution is. what 
it is tning to become, and how it Can once again. assume 
Its rightful place of leadership and regain the confidence 
of those supporters it needs so badly. 

The Challenge to Business Managers 

Your problem and mmc, as people in charge of busmcss^ 
. affairs, is to d.e\ebp some strategics to help close these 
gaps, both on and off the campus. We must. 

• Device more ways for students, staff and professors 
to participate in shaping the -cpllegc\cuuura and manage 
the orgamzation. 

• Provide for better e\aluauon and accouniabtlhy of 
our etforts-. 

• Keep the institution rilevanv to the society which 
supports it 

• Devise a built-in reward system for employees — 
. more "on job" rewards, intrinsic rev^ards. 

There are too many things to say about these four 
strategies to get them ajl said in this short article. In- 
creased participation, greater accountability, intrinsic re- 
wards, relevance — these are big, complex topics, all of 
which are being much discussed today, I would like, 
though, to develop one important coniponent of all four 
of them: a greater concern for the. people wcwork for and 
with. All four strategies are airned at bringing greater 
satisfaction to the individual. 

What We Did ^ 

Early in 1971, we m Business and Financial Affairs at 
Central Washington State College began to ask ourselves 
some basic questions Were we as productive as we could 
be*^ Were we efficient*in our operations? Did each one of 
us feel accountable for his actions, and were we responsive 
enough to the needs of the campus? Were we facing the 
/ight way and really helping the team?. 

We recognized that wl had shortcomings in these and 
other areas, and that we had some problems rn our rela- 
tionships with each othtr We took a first step toward solv- 
ing these problems b> callmg upon an organizational con- 
sultant on our campus with a background in rjl . 

sciences. We thought of our work in organizational dc- 
velopment not as a structure change, but as a change in 
climate — attitudes, values, trust, behavior and account^ 
ability We wanted to work for a much greater involvement 
a;id deeper commitment 

In working with our consultant ^e learned what was 
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reall> flieant b> organizational growth and development. 
The words took on new meaning. W e learned to view our 
organization , as a complex system -with many subsystems 
that affect each other, all of which have to be healthy for 
the organization to function Optimally. We learned this 
from the data wc generated as we desinbed.oursviyes to 
ourselves. Ohr consultant called it diagnosis — the first 
organizational developmem step. Wc learned that because 
organizations are made up of people, organizational 
growth means that pei^ple must grow,^for it to change,' 
people must, change. We also learned that change could 
be threatening as well, as exciting and challenging. What 
helped us most in the initial going was the realization that 
the change:^ we sought could be planned. We, with our 
consultant, could be the architects of the change rather 
than the victims, and- that realization lessened the threat 
■Wc came to appreciate how important it was to gather and 
use data to help- in the planning. 

Survey arid Programs 

We fhst met. to try to vfprk out'some solutions to our 
problems in May. 1971. Our objectives in this seminar' 
were to: create an openness with each other; increase our 
skill in becoming more helpful to each other; create an 
atmosphere of /mr, vvithin and throughout Business Af- 
fairs; iipprove our image with the rest of the campus by 
developing ideas on how to more accurately portray Busi- 
ness Affairs functions" 'to the rest 9f the campus; develop a. 
better understanding of each di^partment head's role in 
Business Affairs; devefpp ^ team relationship; increase our 
productivity through jtime management techniques; better 
understand each other as human beings; and develop a 
decision-making model that wo'uld allow the people who 
would be affected to participate in decisions. Needles^; to 
say> we soon came to, realize that our initial efforts were- 
a bit ambitious, and that more modest objectives were 
necessary. We made good headway on many of these 
objectives in the year that followed. The most satisfying, 
though, was the aeeomplishment of trust and teamwork.- 
Attaining some sueecss with these two goals made all the 
time and effort spent worthwhile for everyone. 

As a means to better understand each other and to find 
out how we could work better together, we ^conducted a 
survey asking the question, What motivates me*^ (Under 
what conditions can 1 do .my best work?)"* .Twenty-'three 
choices were offered. The items chosen most often were 
feeling mv jub is import^mt, good pay. respect for me as ' 
a person, and opportunity to do mterestm^ Avork. In light 
uf these responses, wc have taken sfeps to tTu:et these neexls 
and make employees feel better about their work. 

Improving our image with the rc^t of the eampus cimie 
in for a great deal of discussicTn and* concern. I he net 
result was the development of some new attitudes, and 
some action prograifts: /' 

/' 
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. • We btcame more prodcihe and less reactive. We 
told people through ne^b relca^s, handbills, etc., of things 
lAw. v^ere doing that would affcvt ihem. and asked for their 
wooperation. VSc sought feedback from the whok campus 
rathe-r than a select Becau^ of our building program, 
areas of our camptis were CQntinuall> under construction. 
♦alkwa>b and dnve\va>s were changed almost wtckl) 
We learned that such changes in the physical environment 
caused people to be scJlsitivc and, reactive. Our physical 
plant director, by a simple informational system/did most 
to smooth "ruffled feathers when he developed a bulletin 
technique which was used on all construcnon projects. The 
bulletin told people what was being done, whvcit was being 
done, and when it Xvould be tinished. 

• \Ve t5>tablish^ a schedule for Business Affairs ad- 
ministrators to visit with other employees on the campus 
The Business* Manager and Vice President for Business 
and Financial Affairs visjted with nearly all campus em- 
ployees ineluding^lhe night c-ustodians, who gave us some 
of our best ideas for improvmg some of our operations. 
\W Were trying to inake Business Affairs admmistrators 
more visible and more approachable.' 

• A idculty member was assigned to the Business Af- 
fairs Council, Xo be the voice of the faculty on Utcms that 
affect the .faculty. 

• A senior indent from Economics and Business 
Administration was added to the staff to provide an im- 
portant link between the student body and Business 
Affairs. This employee has been given free access to the 
information in the business office, and students noW feel 
much better informed. This has effectively removed any 
basis of distrust, and has encouraged cooperation. 

Inlermd Programs ^ 

We have 'also implemented several internal programs 
that we have fpund very beneficial One is a departmental 
evaluation by Business Affairs staff and outbide depart- 
rmmts of each Busipcss Affairs office. \\c hd\c done this 
for Administrative Data ProCessiag and St^iff Personnel. 
It gives each of us a better perspective. We set , objectives 
at the end uf ea*ch evaluation seminar for improvir\g our 
service. Another helpful program is an intera program 
fopstudents in the Ucpartment uf Economics and Business 
Administration tu participate? in Business Affairs problem 
solving. We have beeh able to develop many very good 
projects that would have taken a longer time for imple- 
mtintation without the relief these interns .have given our 
regular staff from the workload and time constraints placed 
on them. 

^n exercise we found helpful is to have employees 
anvvve; two questions. The first "^If you had a brilliant 
idea, ona you really thought had a lol of merit, to whom 
would you^takc it?" The second: 'if you had a real prob- 
lem, a confidential one, to whom would you take it?" 



^ Thei>e two questions will furnish you with indices about.the 
level of trust in your organization, the levels of confidence 
and the.degre*e to which ideas are nurtured, or discouraged. 

We have benefited a lot from using time productivity 
logs. These give us an opportunity to help each individual 
become accountable and more effective in time manage- 
ment, at the same time improve his productivity and satis- 
faction with his work. .As a resuh of what we learned 
from these logs, we implemented the fallowing time 
schedule; 

8:00 - 10:00 A.M.: No phone calls. Time spent working 
on projects and answering letters. 

10 00 - 12.00 A.M.. Return calls that came in dumg the 

. first two^ hours. Open-door office 

- hours. 

1.00- 5 00 P.M. Meetings, campus visitations, etc 

Wl tound that this schedule allowed us all to complete 
many project^ that had been gathenng dust. 

Some other improvement projects that we have be^n 
working on but which have not been fully deveIopt^d*so 
.far are. a departmental communications program to link 
the Business Office with the faculty through the depart- 
mental chairmen; a performance evaluation for fiddle 
managers, and penodic classroom assignments for Busr"- 
ncss Affairs departm'ent heads. 

, A Strategic Position 

Business officers are in perhaps the most strategic J>l<ic§, 
to help the institution become ppsitivcf-irtsieacT of negative, 
^ , constnJgiiyfi.e*^insieacI '^f destructive, helpful rather than 
f- ^^^luhfal. 1 don't Imcan that business managers should feel 
and act is if theX are riding the white horse out in front of 
the parade. Tho^e who act this way are only feeding their 
own Lgos But, for example, when implementing ii .policy 
in a business arfca that affects the academic areaj^, why 
not consult with the Academic Vice President or Dciin and 
secure his signature on the memorandum with yours 

One of the things we can do as business officers, be- 
cause Qur influehce is so broad, is to improve our own 
models for working with people. We all have different life 
styles, whether we realize it or not. Each of us hears a 
different drummer. But one thing seems unmistakably 
clear, we had better learn to listen more closely to the 
drums uf students, faculty and our citi/en supporters. The 
only evidence they accept as proof wc hear them is that 
we have time for them. It is clear that we are going tu be 
given no additional money, which means no personnel in- 
creases, which means no more assistariLC, and therefore no 
more available time — we arc going to have to create this 
time by becoming better manager^ of our own and^ our 
people's time. 

And when f speak about the need for having more time 
A > ' JANUARY, 1^7-? 
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io listea^lo people, I do not mean just other pcopla^] 
mean time for >ourse!f, too — time for meditation, time' to 
reflect, fo introspect. When >ou neglect to make t^e for 
this, the inevitable i-esult is a feeling of having lqs.t control, 
of being on a treadmill, hun\ing j.usi to keep up v^'iih 
thmgs. Several unintended messages' c&n be transmitted by 
this hurrying, one of them being that the other person isft'i 
worth lislenmg to, .and I don't need to itll >ou hou 
damaging such a me^,sage cao be. to >oUr relationship with 
that person. 

Wc all think that we spend much time with people, and 
this is probalfl) true But there is a diiTorence between 
spending {imt- with people and hjaung time for people. 
The message that >ou don't rcalli havc^ihe time for a 
person comes from shuffling papc^ while he \% irvjng to 
talk to you or allowing vour telephone to mterrupt his 



train of thought, or treating a barrier between >ou by 
siltmg bchmd your desk rather than coming around on his 
side. And wh> not meet a visitor at the door to welcome 
him, and then wall, hmi to the door when the conversation 
is over? He will feci -more like returning to help you 
later on* 

Man> of us find it hard to remember our original 
humanity after being beaten down bv the various pres- 
sures from students, facultv, central office dictates, and the 
legislature — but we must remember it. 

The task-oriented manager of v ester-day is outdated. 
The manager of t<.xia\ and ^tomorrow has got to learn to' 
be more peoplc-orienitd. For surch wc do not want our 
epitaph to f^ad 'Born a human being, died a, blisiness 
manag^^r ' N'or do we want the epitaph fur our^colicge to 
read "Born a school for peopL, died an institution " 
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